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The Declsldn^Making Strueture and The Dean 



The drgahizatidhal structure of ah aca- 
^©•^^c unit proNH^ ^^'^^^OTj^exA- 

WP^ ^^^^ ^^Fy ^^i^^^.H' 

^ one-of ttie tasi^JOUhe deanJs to^^ne 

that str u ct u re. Changes in an organizationaj 
structure frequently are precipitated by 
specific events perhaps the appqintmeht 
of a dean, a mandate frbrtl central admin- 
istration, the 4nitiation- cl -new^ majore, 
rerarrwiendations for^aBd^^ 
rest inihe faculty or student body. Increas- 
ingly, events oot^de the uni versity — a cut 
in state furiding, for exarnple ^ may re- 
quire that the bi^ahizatioh change to sur- 
vive. Although the dean is responsible for 
^l^gning the (^gani2atior^ z^^ucturei 
^ojlty ^lodd pa^^^inih&dl^^^on 
of^^ema^v^iorJhe^g^ii^ionai design 
and be invited to make sugge^dns: 

the prdbi^ under inv^gation is the 
identificatidn of characteristics in the 
acad&nic ^hg and the extemiy eh>^rdh- 
itlent that af^ the deq^on^naking stnjc- 
ture and ti^ df^^iould 

^g^^^^g^nL^!PQ!_^^^°''Q examining 
these characteristks, a brief review of con- 
^pts and tf leories about governance, de- 
dson making, and drgahizatidhal structure 
\6 called for. 

DecUon UfMnq and Related Con^pte 

-Gtogmance. decisiofvmatong, £gid^- 
garti^dnai ^ru^re are maijdr concept 
in univer^ adrnihistratidn. Governance, 
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defined broadly, includes formal declsidh 
^^'^^9^'^^^ which the university 
(^mi^^utte^v^^ informal proc^ures by 
which s^idards are ^^n^ned,^dex^ 
ternai_ forces Jhd shape educational 
pdlid^ (Carnege Foundatidn 1 982). Early 
thedrists limited their definitidns df gdver- 
hohce tt> structi^ rhakihg but 

r^K^tly^tfi^definitidn has been expanded 
taJridudeconcepts of4eade^p^ridniaiv 
agement as welhlTie d^3siorhmaklng 
cess has been viewed as basic td thede- 
veldpmeat df pdrd^, programs, and pro- 
cedures, while leadership and manage- 
ment seh^ as vehicles to legitijhize and 
execute 4he ded9or^ <Mjllett 1979). The 
^f^::^ ^^J?^^??^^*?^^cer of the 

^^^^^^^P^^^^^^^''^^^^9 policy 
and program dedidns regard!^ df the 
dedsidrhmakif^ s^icture (Wilsdh and 
McLau§f>lih 1984). Departrneht chairs 
senior f»:ilty, ^d share respdhability for 
implefTientir^ deciadns ralated to 
^anning,xOT^sy^^n^ and^^ 
agement of finarv^. ^QfTian^smdir^orrna- 
tidn r^durce^, can be hel^ in sdlving 
problems that develdp in th^ are^. 

_ Tbe-importance^4he dedsion-niatdng 



process in all activities^the organization, 
not in the formulsSdn of pdficy, was 
recc^hiz»j ^rly (Simon 1^7). Smbh de^ 
fined the pnxess as the chdoe 6t selec- 
tion of an altemative, even though tfie 
^ite^on^i^^al%^^ a (%»n^Axs, 
lil^^dte^sid Rational viawed 
decision making as compromise, as the 
sd^dri RrAed to the donative 
available tindm the orcurnstahc^ 

Incre^ngjyj^^- the pbra » " dedaon 
sdehce" is used to encompass dedsion- 



rhakihg mddels. data bases, and related 
techridldgy. The use of cdthputers in dek:!- 
sion making appears to decrease the need 
for indlvjidUfU p^idpation in the process. 
towev«r^awdadministratOFS must not lose 
sight of ^(^pting Pfrson^resporisibi% 
fdr dedstons even though data are manip- 
ulated by machine (Massey 1981). Both 
dsrhput^s and personal r^pdnsibiljty are 
important to cdnsder when oc^istructir)^ ah 
organ[2^on|J decision framework. Al- 
tfiough-tfie^tiai]^s and ^lanipulation of 
data can t)e carried out_mqre e^ectiv^y 
with hew techndldgy. indi\«duals-in-the 
brgahizatidh d^htinue id be r^pdn^ble fdr 
making spedfic decisions, fdr defining 
criteria for collecting data, and for deter- 
mining what findings will be impiemehted. 



Organizatidnai structure refers to a rela- 
tively fixed set of reiatidnships that exi^ 
among pbsitior^ in ah drgahlzatidh (Gib- 
son, Ivahcevich, and Ddhhelly 1982). 
These relationships serve to axdrriplish 
^^P^j^i^iQ^ldf the cyganizatidh 
but aiso tgfadiitate commani^tion. ^^sedfy 
rul^ and procedures, and pro^^ tor di«Q- 
sioh ]df work. Dedsdns abdot organiza- 
tional design have focused generally on 
^es df^)an of cdntreH. departrhentaliza- 
ton, jj[vfson c^-la^r. and delqgatioa In- 
creasing^, qu^onsjip about the effect 
of technology and irrformation prccSBsang 
on d^sion making and^o^ jSeJmpairt 
df the external environment on the 
cx^anizatibh arxj its da^idh struc^re (Gib- 
^n, Ivancevich, and Obhhiily 1982). 

Although higher aducatidh ihstitutidhs 
have b^n^characterized as organized 
anarchies or loos^y raupled s^tems. 



model^after the qontrngency or garbage 
caQ-theqry (tutz 1982)^ such -normative 
descriptions offer iittle direction to tbadean 
who IS attempting to design a deciron 
structure for the academic unit based on 
a theoretical framework. Similarities in the 
normative models help account for some 
of the organizationji behavior in educa- 
tionaUn^tutions. All thejriod^s pOTnitjsjn-- 
siderable flexibinty- in behavior, enabling 
subsystems to adapt more readily to 
changes and to survive. Tt'^is flexibility in 
the structure encourages cbmmunicatioh, 
participation, and the achieverneht of goals 
Y^ithout ieopardizing academic freedom 
and theKJucational culture. Unfortunately, 
the ssffne fjexibjlity_prevent^^ ^tq^ 
organization from meeting some of the 
challenges of the eighties— dedining enroll- 
ment, tenure saturatlbh, arid lack of finan- 
cial support. When the declsibh structure 
Is being redesigned, flexibility must be 
di^reas^ tixeriable the university to meet 
the^ challenges. At the same tjme, jhe 
freedom of faculty to pursue the tradi- 
tional missions of the university must be 
mairitained. 

In coritirigericy theory, brgarilzatlona! 
variables are vie ved in ci3mpiex jhterrela* 
fc'^ships wth each other and with the eh- 
woriroent <Pftersqn^ tBBAy While the or- 
ganizationai or decision-making structure 
is most effective when it Is designed in 
terms of the rnlssions and functions of the 
academic unit (YdurigLl98(fl, C()ritirigehcy 
theorists recdninlerid fine^tuiling the struc- 
tufe ^sed on changes In the external 

tor Nwho is-alert taenvironrnental phages 
is able to adjust the internal structure 
accordingly. 

At a 1983 conference dri acadernic re^ 
liewal. a call was sounded for jreththking 
the basis of the organizational model used 
In^lgher educ^on, espeoally wh^vd^^ 
ing- with d^^inin^ resource 
1984). Colieges and universities should be 
viewed as 'learning brganizatidris" rather 
thari ^ variants of the bureaucratic model; 
pert^ps shiftiilg the OTipha^ from idlarac* 
tenses of s^entand^fa]:^^ 
teaming^utcom^and teaming jmprova^ 
mer^ mdip enable administrators b (^ace 
more attention on the learningimissidn 
during ndductior^ of r^dtirc^ (Piters»n 
1984). Such a i:tiahge ^rv^h^ze 
sluijerits arid thar educatibh. and the idea 
of a learrwig rather thma bHjreiu^idc erv 

pc^l&that students be cornered Isefbre 
depa^entei riee^ \vhen ^loitty appoint- 
ments are made (Sanford 1977) and tfiat 
adrnihi^tratbrs and fao^ gK^ rtmwed M- 
^Bntiori to educational phaosDj;]^ (Bowen 
1982). While no one rerammends tested 



revolution in hjgher edu(:?atipri, rtiariy Urge 
a r^Jnterpfemtip^ the eiducatiphal mis- 
sortto bring jt n^qre ln ilne with the pur- 
pose of the college or uLivr^rs[ly:- The^cur^ 
rerit interest in reernphasizing liberal 
educatidri in the baccalaureate curriculurh 
also supporls this shift. 

A rational University structure is possible 
to d^gn by following an ordehy sequence 
--fo/exaripte^^etermjrje^^^^ 
porpo^ ^f the- o^'^riization^ translate 
specific goals iinto ocwitionti goals; iden- 
tify posrtions, admihfetrative units, com- 
riiuriicatidn channels, and lli^ author- 
ity; and assigh ^ndivlduili to the ppsitidris 
i^dung 1980). 3onvjBfftirig the mi^dn to 
operationaS goals and 4subsequently wefl- 
defined 'jehads wilLreinforcettie strucj 
ture, but ultimately, jt as the formal^lici^ 
trarisiated into strycture that influence or- 
gariizatibrial effectiveri^. Before making 
any structural changes, coilainiCjUestidns 
must be ailswered (Wilson 1972): What Is 
tiie locus of ^leqsion rriaking? What are the 
sourc^ of djssatls^lorv«»^the_curr^ 
practice? Whatare theproposed changes, 
and what are their feasit^ility, desirability, 
arid implications? Using Young's prescrip- 
tibr) arid Wilson's exarriiriatiori may assist 
in trahslatihg theory into workable structure, 
altiiough they fail to accdUnt for spedfic iri- 
^tutional_^^i|^^erlsti(^^ ^^Ai^r'^^lP" 
orary hjgher education environment, and 
changes anticipared in the larger envirdn- 
ment. 

The Use of theory to guide dectsidri mak- 
ing may be mo^ effective when various 
i^^^^ f^^^: ^dr their 
co^^ncy»d^ tbs characteristics qf4he 
spedfic dedson requirements: Seeking to 
firid one model that wll suffice for tasks as 
varied as appCHritirig faculty, advisirig stu- 
dents, pUrchasihg computers, and award- 
ing sdiojarships and iiMechahG&^^^^^ 

(Bcdman and 19S4f N4m_1S76). 
Aral-befora choosing ^esigning^ a 
model, the dean ^vould bene^ from 
stud^rig dements that affect the school 
and its dedsidri riiakirig. 

Chainetsristies of the Dean 



-^dtoo^h leadership style is_rneritioned 
repeatedly in the literature, minimal ern- 
pirical evidenceis available to support the 
rH^bh that a r^atidhship exists betwieh 
^e and effective dedabh rtialdng. One 
effiDTt tei M^mini^tive ^e of untver- 
^=F^^^^^^ edo^tioraJ ootcom^ 
yidded a typology of styhK^bore^acratic, 
inteie^ual, egaliianairi, &nd com^(^ and 
riatad thm to tac^ 
tidrf l^^h and ScherrS 198(9. A distinct 
Mature of ttiat istudy was theidwtifi^o^^ 
of pn^oitial patterns of ammani^on 



with rrieriibersdf the acadefric cortirnuriily, 
iridUdfrig students. Faculty arid students 
were more satl^ied in their roles under 
egalitarian^nd couriselor p^^ types 
whose operating styles ^^J^sonai^in- 
fbrrnal; arid open to a wide range of con^r 
tUericies. Iri cbr.trast, president with 
bureaucratic styles operated primarily 
through vice presidents and staff, and other 
sujminlstrators and faculty viewed them as 
remote, ineffider^, and irieffective. While in- 
telledualprea^eritial -types supp re- 
search and scholarly pursuits, faculty turn^ 
over was higher in those settings; Student 
dUtcdmes related to satisfaction were 
slrrillar to those of faculty; that is, admiri- 
istratidn was perceived as being 
y^^^^i"^®*^'*^ ^^^^©Gte' heeids, and stu- 
dents^erejjissati^€fd with administrative 
services and P^cce^utes. Sud^^ learned 
*o manage time and study effidently in 
colleges with presidents who exhibited an 
intellectual style but otherwise showed few 
positive dUtcdmes. If the role of the dean 
Is similar to a mini-president, as scribe 
^searchers suggest, ^mllar Investigatio.i 
and analysiscnoid Jocoson the deanship 
(Dill 1980; Karol and 3insburg-198bj: Cur- 
reritly, such evidence is absent, and 
knowledge about the dean's role is broad 
arid generally baseri dri conjure. 

^6peht discUj^ip^^ effective aca- 
deniC3dj^rsst^0R»^|i^ who 
are experte at managing ^^Itiqns as vi^ 
as aggre^ve dppbrturiists at preser\^ng 
tf)eir plaK^e iri the institution (Whetten 1984). 
Dearis, furk:ti(3ruri§ ascpali^ builder, act 
as catalysts within groups to foster respect 
and <^^<^surage and cdmm^ent 

Or^coTKa^ vievs^ea^^p cent(^ed 
in coalitions witKihe consent and apppoval 
of ari inner drcle, arid in complex organi- 
zations, sUch as Urilversities, ''judgmental 
dedsidn strategy Is required and control is 
yeaed in a dominant cdalitibh" (Thdmpspri 
1967, p. 1^)^ peans who sukJscrite to 
Whetten's Ideas §t^ut^ar^ng^^ons 
and Thompson's structuring of coalitions 
fcxr the dedsibn prb^^ are reoogr^zed by 
ti^ieir peers ^ superb pbliticans. Such 
deans adriiiriister their schools as political 
sy^^iiSr^ffectively uang both negotiation 
and-tergairiing, z-_i-z— jzizlzzi::: 
As opporturus^._eff^tisj^dear^ca3ate 
a dimate for risk takir»g that encourages in- 
ndvatidri arid aeatlxdty even iri tirries of 
retrenchriierit This st^e of leadership^ at- 
tiBCts and retains piXKjuctive faculty. Fur- 
ac^deniic j^def of this 
dmer^OT p^ar^s m i^tution^4mage 
that is conaslert with the ^ues and 
pribriti^ of a^derne. Deans are op- 
portunist dsn^ openly with rriulti^ 
ji^e cbhstitu^idiBs iri times of oisis arid 
change, even though the time to do so 



competed vwth Oecisibn-miakihg time. 
When working wfth groups, effective deans 
>^e\^ administration as a process (Walker 
1979), seek cdhsultatibh arid advice In an 
atniosphere d (35ll€gial d(K:ision;^rn^^ 

to an accop- 

table^dedsiori (Ebte 1981): 

The most prevalent approach for ex- 
arnining academic leadership style has 
been the commentaries by deans arid 
others who have an interest in academic 
admiriistratdn. I nterest in dem 
and limited ?>rim2mly4o^ 
about den."^- from professional schools, 
these studies identify dernographic data 
and broad rble-reiated behaviors, and they 
advocate certain leadership qualities that 
characterize the dean's perfdmiari 
{Abfamsbri and Moss 1977; Arfnd^ 
Reinhard, and SIvage 1981 , Cyphert^nd 
Zimpher 1980; Dejonizka 1978: Gandy, 
Randolph, and Raymond 1979; George 
and Deets 1983; Johnsbo 1983; Wilson 
and McLaughlin 1984). Records of ex- 
perienced deans also support the ribtibri 
of leadershjjD qualities that are iiriportant in 
effectively filling ^e role as ded^on makers 
(AACN J 98 t; Dill 198^^^ - - 

- beans-rdes5pan boundaries, and they 
are expected to provide strong leadership 
and establish valid decisjon structure that 
can (X)riterid with uricertairity about gbals. 
Iristitutibris that are searching for deans^ 
^equently iindear |ibqut the obj^ves-Of 
the :OrganJ^tion-as we|as^e »ni|xrtant 
a^to^m»S5aty forthe deciSon maker. 
Academic institutions, ttnlike busing and 
service brganizatibns, are characterized as 
having multiple misiibris arid uriciear arid 
ambigubus gbaJs. This eriduririg state of 
vagueriess is reflected in the inabi% of 
search c»mr^itfe-;es_ta significant 
qoaliti^and characteristics tiiat applicant 
should possess to achieve the schbors 
goals and objective. Some of the diffi* 
culti^ lie in the differerit pa^ceptibris bf 
what deans and faculty shcRjId belong 
atout (Wilson and^cLau 

SeaR^i^KTw^ttwd"^^ deans who 
were appointed-to schools of edu^on 
were surveyed about criteria for^aicc^ 
In the dean'5 pc^on (HeaJd 1^. AJ- 
thdugh the sample was small, the finding^ 
identified differences between selec tion 
critena c»nader«JJm}^^ 
chairs, ^i^tti^jtear^ saw ^ important 
tor functioning, and the pablished oitena 
of ttiein^ft^. Criteria rdated to plahririg 
arid evaluatioh skais and to schblirship 
generated the meet (Affererx:^ 
who dealt with realities ei^^J^c^ 

more on of pisnning and en^us^n. 
these findings, which were related to edu- 
cation deans, were similar to those fburid 
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in a study of nursing deans (George and 

D@S 1:983).: : : 

The littie that is kribwri about dearus' 
educational and experimentai^ back- 
grounds about jj^ision ^atdng is found 
in the literature about the professions, par- 
ticularly education, law, medidne, nursing, 
arid social woffe Deans of rr>ediQrie (V^^isbri 
and McLaughlinJ984) arid law (Abrarrisbri 
arid Mbss 1977) gerierally hold prbfes- 
siorial doctorates In thiNr^jl^pllrie^ with 
theJiumber^ dranswth_prof^on^ doc^ 
torate^ from_ educfrtion (Cyphert and 
2irripher 1980), social work (Gandy, 
Randolph, and Raymond 1979). and 
riyrsng gSeorge arid D^ts 1Sii3; Jbhrisbri 
19^ fbllbwirig respectiveiy. The majority 
bf dearis, except those from riUrsirig, re- 
por^ sgnlfic^ admu^^rative ^^ner^ 

planned career paths leading to their posi* 
tions, although deans of medidne gener- 
ally riad progressed up the academic, ad- 
rriiriistrative ladder. The relatibriship be- 
tweeri these firidirigs about prbfessiorial 
deans, whi[e interei^ngv provide little basis 
to a^ss the jbil[ty to d^gn an effective 
decision structure: 

Characteristic^ of the Acaderrilc 
Ehvirbnihent 

A number of variables 'n-ihe^radernic 
enworimerrt are J^ela^d to the dedsion 
process, including faculty heterogeneity, 
departriientalization, the dimate of the 
drgarilzatiori, arid distinguishing charac- 
tenstics of the ijriiversity. 

Faculty partidpate iri iri^itutibnal de- 
^^P^ /^^i^9 on a stiHJi^ura^les^^ 
1979; Sdiuh/l97S;_^lson ar^Mctmighlin 
1984), but the extent to which they do 
varies arridrig iristiitJtidns (Baldridge et al. 
1978; Blau 1973; Conway arid Aridruskiw 
1 983}. Dedabh-itiakirig structure and j3rb- 
cesses in ODlleges and universties differ 
ba^ on the relative h^eroge»iea^ and 
^^^P^^ ^'!^ ^^^'^ (R:^ 1980): 
Heterogeneity refers to the separation of 
academic spedalti^ into departriierits or 
other di^griated urSts aridtf)e ixeixcupa- 
tibn of faojlty tb establish^ tt@r cfisdpTiriary 
Gulture {Thompsprii 196^. Ir^rea^ 
spedalra^on^vi^n feedepartroent leads 
toamoreaotorxxnous stateaondrray affect 
b^ ^o^re ^ proce^^ for ded^dri 
making iri iva ir^titution. Fatality eri^ cbri* 
siderable autbriprhy as sul^ect matter ex- 
ists, as research^ with ex^mal fuKfing. 

stitutionat fonn^autonoiTty ^^^mldSO). 
Control.^coordination, and evaloation of 
a^dmic tek^ place thrb^ 
ards impdsed by cfisppfiriary ^scxiatior^. 
Oeahs can lessen the irhpact of heterb- 

3 4 



geneity and autbnbriiy to sdriie extent by 
rriariipUlatrig structural eleriierits tb in- 
fluerice patterns ambrig the suburiits arid 
by exerting^ formal authority tc^ maintam 

is centralized in the dean's office, depart- 
mental faculty rrieasure their success in 
achievihg bt^ectives by the: arnburit of 
statusarid iriflUerice they exert iri the iristitu- 
tibri. Ori the Other hand, when decentrali- 
?3^'9n QL''® sporis[bili^ |s fvident, depart- 
ments, Irirotg^ucornmjttee interaction,^ at^ 
tempt to shape group norms and form 
political alliances. 

An examihatldri of the characteristics of 
the cbllegebr university will reveal terideri* 
des tbward ceritralizattbri and deceritraliza- 
tiqn,tfie general reputational staridirig com 
pared taother^epartmer^s and schools 
in thexjisc[pline. thejqjuality and quantity 
of research and r*3biicallcns by f«»-ulty, 
and the easo of :5cruitinc^ qualified and 
reribwned faculty. The effeci bf the brgarii- 
zatibh bri faculty recruitinerit, bri the 
climate, and on stUcierits- performarice ha^ 
been exaii^inedv but unfbrtumtely^lhe e^^ 
^-of these-attdbut^ 9^^^9^^'^^9^ 
structure has not: Nevertheless, these attri- 
butes are Important cbnsideratidns for the 
dean to explore during thed^gnir^df the 
unit's dedsibri strUdure ^lau 1973). 

The usual brganiz^brial^re^^ 

Bn6 surviv^^f progranslsttie centraliza- 
tion of d^idn rriakirig: Urifdrturialdy, cen- 
tralization further restricts deans and faculty 
frbrii cbrifrbritirig thevery prbblehis that 
niust be resblved. The relatibriship fcie- 
twi^n decentraii^oaand ti^^ adoption 
innovations «^foundto vary depending 
on Jhe origination of the innovation (Daft 
arid Becker 1978). Oeceritralizatidn dftered 
no advantage to inriovatior^ irhpiOTented 
frbrii the tbp down, although jt was ihipbr- 
tarit forjriribvatibris briginatirig at lower 
levels. Perhaps dec^ntraliz^t^n iorc^ 
teculty^a tedMo jsach^ ^'l"*^ 
about problems and-their solutions rather 
than just reporting the problerDS . to 
su|»riors (Daft and Becker j978). 

The acaderriic (J^partrrierit the rhajbr 
brgarilzirig unit bf higher educay^on,^mu* 
1^^^ spedali^tibri and J^pd^^^ 
fluencgs^ aiademia offevlngs^nd tac^% 
appoiriteTTente^-and-produces research 
breakthroughs and scholarly works 
(Sariford 1977). The departirierital twurid- 
ari^ bf traditiorial disdplih^ tend tb de^ 
OBntralize dedsoh maldr^ at^ time 
tti^ limit imagi^ve^)lG^or^ ^^^^J?^ 
tivity in devlgng ^err>ative dedaorn 
riiaking ^^u^r^ (Glldcsrian 1984: Young 
1980). On the other harid. faculty in newer 
subject rhatta- areas, seeking tb share the 
power and prestige of the department- 



jzed disciplih^. tend to emulate their iradi- 
tiqhal structure. Although higher edui^bh 
genefaljy supports the use of the depart- 
mental framework, 4resh patterns and new 
habits of thinidng are being encouraged 
(Elmbre 1977; Sanfbrd 1977): ..^ 

Vyithih a discipline or professibn, an ac- 
cepted subject matter framewbrk might 
dictate the design of riew academic Units. 

sQe of the ashddl, its repUta- 
ten in the dis^ipHne^ and Its relationship to 
other schools and coUeges inJhe univer- 
sity affect the structure that the dean-and 
faculty will consider and accept. The deai 
whb observe the succ^ of other schools 
in the University will benefit from studying 
t**'®^ro''gani2atidnal patterns. For example, 
a ^^i^p^tiye program that^es well in stu* 
dent and^faculty rKFuitrnent ar^ obtains 
large sums of research money as weH as 
a significant share of the ir^tutibnal bodg^ 
will be a rribdel to cbnsider. 

The climate of the organizatibh results 
from the iritei^acteri between the formal' 
structure, and the practices and character 
of the indiwduafein the^^^^ (Nash 
1 983 j: ^rgani^onaLclirnat^Jtti^ stress 
achievement, motivation^irwolvenief^and 
a sense bf individuaj responsibility stimu- 
late brgahizabbnal cbmrnttment, produc- 
tivity, and job satisfactibh. Before iristituiihg 
changes in the dedstdrt stOM^ t>e dean 
mightanalv^ejh^x^^e tr^use ofa cjues- 
tionnare, such^as the-one devised by the 
Hay Group (Nash 1983, p. 69) Tbe anaJ- 
ysis yields eignt dimensibhs, one of which 
is deasibh-rnakihg structure, and prbvidl^ 
Useful data for managing the climate. The 
deantnust t>e aware, however, that while 
it Js^pD^ble '5 J^ake j^anSfs ^ 
climate, they a*e not achieved quickly or 
easi!y (Nash 1983). ._ _ _ 

Although other attributes might relate to 
dectsibh making, the bn^ discussed here 
appear to be most relevant for most 
disci plihes. 

Characteristics of the External 
Ehvlronitieht 

schooH or college and to the overalisorvh^ 
or health of the irvstitutibn or program: The 
spdha' the deevi can id^ 
terhal change and take actiph, the more 
^^^^y^J^ problem can be re»3lv^, 
Bg aos e the A^^Jm^ unprecfic^bte, un- 
^rtain^ and jurvon^^e ^ jhe^n^ 
^irt, thT^ apprradi^ have been ta ed for 
irxx^rpciratirig infbrmatibn about the Ver- 
nal mjiarbhmM into the drasibn prdc^ 
(Heydihger 198^: ehvirdnmental^ scah- 
ri^ iTH^plescsna^ 
management All thn» appnxdtm are 
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farriillar rriechanisms to educators and ad- 
rnihistratbrs, although riot necessarily iria 
rebrgahizatibrjal sishsis. Envirbnmental 
scanning, a brbad sUrvey bf plbteritiai 
trends and develdpltierits,: and. multiple 
scenariq anaiy^s, construction of a set of 
plausiible Jfutures to deal w]th Identified 
trends, are esp«:y[y^usefal in anticipating 
the types of problems and how they might 
be cbhfronted. Using these two ap- 
proaches Interrelatedly helps reveal exter- 
nal chariges that mi^t otherwise be ig- 
^9^^: ^^^P^^ 3 cdntinUUrh bf scehafibs 
bas©ien Jhe trends and Issues identified 
in scanning helps ideritify possible 
sponses and proxies a firmer basafor the 
decisibh-making framewbrk. Issues man- 
agement, which is taking a prbactive 
stance rather than the traditibhal reactive 
stance. Is especially helpful for the dean 
a^^^laculty^ when facing declining arid 
uncertain resources. 

Summary and Cbnclusibns 

The decision-making framework of a 
school or college as-it_is designed by^the 
dean and supported by the faculty must 
relate to the missibn and goals of the 
academic unit. Traditional characteristics, 
such as the dean's leadership style, iristi- 
tuticsrial -centrsdi^^ the departmental 
structure, and the orgawiizsrtlona dimati 
continue to be important to a^ess.^ome 
aspects are irhpbrtant. alttiough their Im- 
jsact has changed. Fbr example, students' 
invdIvOTent In deciabn rhaWhgi which was 
^ewed ^ critical iri the 1960s, has shifted. 
Nowstuder^exe^Mluence about facuKy, 
curricula, _ and -resMrc^ jhrougfr the 
marketplace rather than within tfie decision 
stojcture (Bbwen 1982): 

The dMri must recbgnize his or her re- 
sponsibility to define the d^sToh structure 
for ttie acac^ic unit. Being well ac- 
qoaJnted^^^ m^p^ of govi^tiance, 
dec^onjT)^dng^and^ntralu^(»i as v^l 
as the implementation of th^ con^pts 
In a spedfic setthg Is critical for filing tfiis 
resfxSrisibility. The ambuht of decentraJize 
dedsibh rii^hg \Anll de not bnly on 
ttieuruven^ Siting but also on the quali- 
icatiorGSftfidaxperierK^^ ^ojity, the 
ne^ for^ innov^on^jhe^ availatolity of 
r^urces. and the effectiven^ of the 

dean in dS^afibn. 

A yari^ tods are available fbr a^ 
ing the heec^ of the acadOTic^ unit, in- 
dudir^qus^^ifuures (Nph 198^, erh 
vironmental aranning,^ multiple scenario 
^la^^is, and issues maam^mtt^i^' 
(jrig^ 1984). Eriratir^ng ta^l^ to par- 
tidpate in Jie ^^smait and to share 
re^)ph9bity for dis:^ 
ereble the disitfi to detemvrie the fik^hbbd 



of the faculty's acceptance bf the new 
structure. Some deans will depend bh a 
^^^^^f^^I^^^_3Pf^Wch, moving frbfti 
organisation^porpose functions, 
postibns, administrative unts, communica- 
tion chahriels, lines of aathbrity. and finally 
pjaof ig individuals in the positions (Young 
1980). The leadership of the dean, the 
?^/f?^_of the faculty, the acadeinic ability 
9^^- characteristics play 
impKjrtantpartsJn the effectK/eness. 

The dedsion structure of_ the academic 
unit in the 1980s and 199ds must be able 
to react swiftiy. Deans who recognize the 
interfelatedriess bf University, gbvernmont, 
and ^Jdety will be prepared for changes 
iri ^ffiourc^^the jqti mark^, mission, ?nd 
societal "^ds^A-new^odel for decision 
making that focuses on learning ^st be 
cbnsidered. This model would help inter- 
pret issU^ bf resources in terms bf their 
impact on leaching; ensure that perfor- 
^_?hGe, learnlhg outcomes, and teaching 
improvernenfe would rieceive greater atten- 
tion pan proc^jTieasures: emphasize the 
spedal values, patterns, and attttudes of 
education; and r^»ognize the relationship 
bf the institutibn to its environment as a 
critical part bf the design of the deasion- 
making structure. The dean whb designs 
this frarnework not only must tie assUrad 
^^.PZ^^^Mf^^^^ Appropriately 
and carried otrt effectively but also that the 
d^siohs being generated will advance the 
missibns of the school. 
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